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DEBRIEPIHG REPOBT 
(RCS-CSF(Ä-7A) 

t CüUr.TUY:     Vietnan 

Ü^BRIJ:^, Ik.! CRT HY:  Brigadier Genern] H. K. larfitt 

WTI ASSIdMSMTl Commanding General, ^rth i^ngineer Brigade 

II.-CMI^IVr; DATES: ?  Movombor 1963 - 1 November 1969 

DuTi OF RKFüKT:  1 November 1969 \ 

1. kX  the outset of this debriefing report 1 would like to make a few general 
comments about the engineer effort in Vietnam in order to put in proper per- 
spective the remainder of my remarks which will mainly deal with problems ard 
solutions thereto as I see them. Overall I would rate the engineer support 
rendered our combat troops in Vietnam as superior to that provided in World 
Uar II 'ind Korea, In addition, special circumstances in this war have per- 
mitted the engineers to do a lot more work than ever before in nation building. 
Construction of major road networks; opening of secondary roads; a multiplicity 
of revolutionary development support projects such as school house construction, 
minor community projects of all types, and housing development work; all have 
contributed to improving the nation in such a way that the average citizen 
could r.ec and appreciate what was being done by the U.S. troops to improve 
his lot. To many people reared in poverty and misery this was as meaningful 
or more so than our efforts to prevent communist domination of their country. 

2. In my view it is wrong to credit the improvement in engineer support solely 
to the improved quality of the engineer soldier. It is rather the composite 
result of a great number of factors. Technological advances, some the result 
of military research others made possible by the pioneering of dynamic industrial 
firms, have permitted the introduction into the Array of tools and equipment 
far superior to that available fifteen or twenty years ago. Military training 
has generally kept pace with equipment advances and the soldier product reflects 
the corollary educational progress that our country's school systems have ex- 
perienced in this past decade. Logistic support, still the weakest link in 
the chain, has managed to provide the essential supplies and equipment necessary 
to do a first class job. Finally, although far too few, there have been rufficier/ 
numberr of experienced personnel with previous combat and field experience who 
have provided the leadership without which success would have been impossible. 

3. The rapid expansion of the Arny and the engineer component thereof resulted 
in individual units with a thin layer of officer and MOO expertise. That the 
units have proved as efficient and effective as they have been is a tribute to 
the caliber of the limited munbers of skilled professionals available, the adapt- 
ability of American youth and the adequacy of the Army schools and special training 
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programs, nevertheless, a much ir.oro capable force would have reruited if nore 
reserves and national guardsmen, either as units or individuals, had been called 
uj-. The reservoir of skills to be found in such units cannot be matched by 
activation of new units manned primarily by draftees and leavened with a lean 
nucleus of regulars. 

4« There are minor modifications to TO&B'l that I would make for ideal orga- 
nization to optimize operations in the special circunstancer of climate, topo- 
rivinliy and nature of the conflict in Vietnam, These recommerdatinnc have beer 
cubrdtted by separate action. Basically, however, 1 feel the structure of 
engineer units is sound and there is enough inherent flexibility to permit 
the astute commander to adjust to the specific circumstances in which he findr 
himself. It is in those cases in which major deviations have been made from 
the basic structure where we find ourselves in serious trouble. Specific examrlec 
cire: the civilianization program where local nationals v/ere provided in lien 
of soldiers on the basis of 306 for 20^ in some construction battalions; the 
full reduction to type B strength in the remaining construction battalions; 
plus substantial manning level cuts pro-rated across T0&2 structures. 

. The civilianization program, though conceptually appealing, has been un- 
satisfactory in the 20th Engineer Brigade. Basically, prior to civilianization 
the  battalions already had hired and were using effectively the maximum number 
of civilians in the skills in which they could be gainfully employed. These 
were primarily in the carpenter and mason skills, I would stress here that 
my disenchantment with the civilianization program is not to be construed as 
a voice against the use of civilians to augment troop capability. To the contrary, 
they are an invaluable adjunct and should be used to the maximum extent possible 
consistent with the tactical situation and the skills available, VJhat I do 
oppose is the substitution of civilians for soldiers. We have found it impossible 
to hire the skills lost from the basic TO&E structure. The civilian employee 
is not available for guard and security missions nor is he on hand twenty-four 
hours a day. Thus there is lacking the flexibility a unit must have in the 
theater of operations. Though the situation is a rather static one in Vietnam 
units do move and the civilians will not generally accompany the moving unit, 
Where quite a range of skills may be found in centers of population, there is 
a dearth of such in the outlying areas. Where skills do exist there is competi- 
tion for the better personnel by industry and the American contractor who pays 
a better wage. Finally, though the available civilian may eventually develop 
the necessary skill, such as a heavy truck driver, he rarely if ever has beer 
able to perform adequately the corrollary responsibilities for maintenance and 
record keeping. 

6« Kanning levels are commonplace in the Army and most experienced officers 
have learned to live with them. However recent reductions, coupled with the 
civilianization program, have resulted in organizations which are top heavy. 
Tin portion of a battalion required for administration, security, mess, supply 
ind general overhead is more or less fixed. This means that reductions come 
'rom the working components - the platoons and squads. Recently platoon projeclr 
havt beer, manned by from 12 to 18 soldiers; a meager force indeed. It is my 
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view that any significant manning J i:niUiUonr: that arc prolongtd In nature 
should be accomodated by zeroinn out n battalion sized unit, Thic would inrurr! 
that the overhead to worker relationship ronains in reasonable boundr and rotu] t,f 
in ready recognition that the capability to perTorm work haß indeed boer sub- 
stantially reduced. There is a common inndoncy to rota in the i]]urior that, 
for example, in battalions can continue to perform 12 baita] iopr. worth of work 
even though the equivalent strength of nna battalion has been lost by prorötlnr 
manning cuts across the 1? battalions. The fnct of tha natter ir that 11 tvily 
manned battalions can perform more work than tiw 12 bobtail battalions because 
of the reduced overhead drain. 

7, There are two significant modifications that, I ■ugRMt be made to TOo^'s; 
one involves the land clearing companlo:', the othfir the provision of h  direct 
support maintenance capability to light oquipment companies, particularly where 
used as they have been generally in Vietnam; i.e., "ittached to or in direct 
support of a combat engineer battalion. 

8, Land clearing has received more nttention and command interest than any 
other single facet of engineer support in Vietnam. The Infantry Commanders 
regard the land clearing capability as a tremendous plus in their struggle 
against the VC and NVA operating in heavy jungle. Ar a consequence they seek 
more effort in this specialty and more production from each land clearing elemon* 
made available. In the past year tremendous strides have been made in this 
area of support. An additional land clearing company was added to the two 
already in the Brigade and all three assigned to the 62d Engineer Construction 
Battalion. These replaced the three construction companies of the battalion. 
Assignment to a combat battalion was considered but discarded since it was 
Judged that maintenance capability was the key to success or failure of land 
clearing operations. The direct support maintenance capability inherent in 
a construction battalion, modified slightly to reflect the mix of equipment 
to be serviced, proved to be the critical ingredient in the success of the 
land clearing battalion. Details of the land clearing battalion organization, 
method of operation, and lessons learned have been included in other reports. 
It is only intended herein to highlight the importance of land clearing and 
to note the success obtained to data in use of a land clearing battalion. 
Further tests of additional equipment for jungle clearing and secondary growth 
clearing are scheduled shortly and should be monitored closely. Iarticularly 
essential is the development of a satisfactory means of secondary growth clearing. 
I am not at all satisfied that the items to be made available for test will prove 
to be very beneficial and feel that major efforts should be continued to find 
batter equipment for this purpose. I am much more optimistic that the D-9 
with Rone Plow Kit, soon to be available for test, will provide an improved 
Jungle cutting capability. Transport and support requirements will certainly 
pose serious problems and solutions to these will be critical in the decision 
on numbers, if any, of D-9's which should ultimately replace the D-V's. Sfforts 
should also be continued in the field to improve cut techniques and optimize 
tha organization and support equipment. For the conditions experienced to date 
in tha 20th Engineer Brigade AOR it is quite apparent that the land clearing 
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fonpanioi: ."hmilfi \>o provjdud wil n ■  full   trutrk oapal Llity« i   rt squlpiMi I 
Uld rupclior moved by Mhioltd vohicler  fiav provMÜ ""•'   '   UPratlr.faetofy and 

■;;we limited flexibility of operations  In the field.     Again,    rr^nnornentE hjiv<: 
:)oon made to test  this concept in the near  future and i   am oonfldwit the rem;': t 
of such tests will be favorable. 

9i    The Mniquc conditions in Vietnam where  there "^ro no Proni   Ilnai or rear 
.ri ■.: ,  with every unit ruijoct to porsiMe attac'' and   ir' off ct balng  ir.   '-he 
ooabat aroa, results in almost all units having a valid demand  ut Liaai fw 
"c-perutional SappMrt*«    likewirn the rtatic natiro of the vnr reBultad  in 
requirements everywhere  for permanent construction or al.1   types»     /onaaquantly, 
'here hM been a continuous heavy demand for a broad  ßpectrum of er.^incer r; u 
at all locations whore U.S.  and FViMAi''1? are looatad«    It was found that, there 
renuiroments could be accomodated best by provision of anginaer rupport on »n 
OTM iasis.    This meant that combat batta] ionr were  sallad upoj   to aeooMpIii 

somo rather sophisticated construction and,  on fewar oacaeionB,  tha oonstruction 
lattalions wore tasked to perform pioneering find combat orianted nlssions.     '.r> 
;ny surprise the combat battalion evidenced a considerable capacity to do quail y 
uorfc on tasks more closely  identified with the ikillfl four;''  i;   a eor.sti-jctlor 
iattalion,    i'oid whan reinforced by a licht equipment companj" thay were able '• 
take on larpe heavy earth moving jobs.    Their productioi   wa:   about aqttivalei 
o   ohat of the construction battalion.    Though not desirable   iftdar norm?il cir- 

ciunstances,  it was possible to operate satisfactorily witn little r.ore than '.he 
provision of limited specialty skills and equipment.    The mnj-ir drawback in thifl 
arrangement was the lack of a direct support mainten^r,c>   oapal iliiy.    As a eon- 
requence our combat battalions, usually found in ariif-r most restote from logistic 
support facilities and units, were hard pressed to keen a satisfactory mairUnarce 
posture.    The solution to this problem in my view is to modify the TQ«ä of the 
light equipment company to provide a direct support ordmnce and er^inaer r.air- 
renance capability adequate to support its own equipment plufl  that of a coml ■•.■*. 
engineer battalion. 

10«    The policy of providing engineer support on an area basic and the alloc:.- 
tion of available effort in accordance with a priority system for various cete- 
gories of work has to date worked quite well.    Engineer resources: have been 
employed efficiently while at the same time meeting all tha urpent requirements 
of the supported commanders.    Although there have been some minor difficulties 
arising from different interpretations of categories of wor^,  thaaa have beer 
satisfactorily resolved with the major supported units.    Raoantly, however, 
there has been an increase in the backlog of engineer work, ; artioulwly in 
tha high priority categories.    This has been occasioned by an Incraaü in eonbat 
and operational support missions notwithstanding a lull in the current tacti v.l 
rituation.    «Iso,  there has been added emphasis on secondary road devolooner^ 
and a major program directed in this area.    This is a fine program :_nd is sure 
to  enhance greatly pacification efforts but will requirs a significant exper/i'   re 
of engineer effort.    The important LOG program involves B aajor nnmltinant of 
-.rineer forces which earn »1   be diverted if tight r. che-hJe:   ire to ba mot.    ". 

. ivisor and associated signal  support faoilitiae hav - beer, flvei    ■  high prioril 
r eonstruotion and in man;   -arses a must Bompletion date«       Lt! ■   • . pj -r'ficar' 
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reductions have been made in the backlog of base construction ty deletion of 
less Important projects, the remaining work is of high command interest and 
it too usually is given a directed completion date. Likewise several RDS pro- 
jects have been assigned operational support priorities. The resultant effect 
of all this is to tend to make meaningless the priority system. It is imperative 
that strong command guidance be provided engineer forces and supported units 
to insure that the available forces are used to complete the most essential 
projects. Engineer units should not be left to sort this out themselves. This 
problem will become increasingly complex and difficult if and when additional 
troop reductions are imposed. It may be desirable to direct a given level of 
effort for a particular category of work such as, for example, the LOG program. 
I have already coordinated with II Field Forces and directed the implementation 
of this concept for the secondary road program. 

11. The continual upgrade of perimeter defenses at our permanent complexes 
and major bases should be reviewed with a critical eye. Important as this work 
may be, I do not believe it should enjoy the operational support priority now 
given to it. Furthermore, renewed command emphasis should be placed on maximizing 
self help on these projects. 4 

12. The Port Construction Companies of the 20th Engineer Brigade have been 
heavily engaged on critical bridge protective works. Construction of pier 
protective systems and mine and sapper booms has absorbed most of this special 
capability for the past six months and it appears likely to do so for the for- 
seeable future. Present designs require a major expenditure of effort and 
the completed structures have proven to be very vulnerable to damage from barge 
traffic. Though these protective works represent a savings in time and materials 
over the heavy structures originally contemplated, I am still not at all convinced 
that the protection afforded is consistent with the effort expended. The situa- 
tion calls for a total reevaluation of the systems currently in use. 

13. The LOG program has placed a heavy strain on the earthmoving capability 
of our engineer battalions and has taxed their capability in the field of 
quality control. The numbers of people available for design, testing, control, 
and inspection, aa well as the equipment required for these purposes has been 
inadequate for the extensive road construction effort launched. These problems 
have largely been solved by: 

a. Arranging for road design by civilian agencies which frees available 
troop personnel for required construction control and inspection. 

b. Procurement of additional test equipment to augment available TO&E 
equipment. 

c. Provision of specialty training for personnel needed to perform 
required tests. 

d. Augmentation of TO&E equipment with larger commercial road-building 
machinery. 

5 

CONFIDENTIAL 



II   I ! I 

CONFIDENTIAL 

e. .issigmont of civilian technicians to i,rovl(ie eoostruotian know-nov; 
on the job. 

H« The LOG construction program got Into full swinß (hiring the past y.iar. 
Good progress was made during the early months of tho dry seamn but thlr war 
overshadowed by results obtained later when itftndard eomwrslft] he^vy cor.rtr c- 
tion equipment was received. However, the full offect of thir '.achinery was 
never felt since It arrived too late in the conrtruclion season. It may be 
too early to Judge the value of this innovation but t;.e rrngrun appears to 
linvn great merit. The results of sustained operatlonc over the next several 
years should tell the tale. 

15. The commercial equipment Is not as rugged as similar military equipment 
but has a greater capacity for work. Special care must be taken to avoid 
roldler abuse or neglect. The success or failure of the new concept nay well 
•.Inge on how effective commanders are in Insuring that this does not hapjen. 

16. The originators of the concept of Introducing standard commercial f nipm'-rt 
vere well aware of the major maintenance problems which could cluvelop. ''or.re- 
quently they arranged for a civilian contractor to provide spare parts support 
(since this spares would not normally be found in the \rrrj  supply system) and 
to perform the actual maintenance. Again it is too early to judge the effec- 
tiveness of this arrangement. Many problems have been experienced to date but 
I am confident that these can and will be resolved. 

17. I have not been satisfied with the results obtained from the logistics 
system. Overall the requirements for construction materials have been met on 
a timely basis although from time to time there have been critical shortages 
of some Items, such as certain plumbing and electrical supplies and oooMzeraUy 
certain lumber sizes. Recently, however, there has been a critical shortage 
of many sizes of lumber which Is delaying projects. Engineer support will 
deteriorate until stockage levels are Improved. To be responsive each btttalion 
i.aeds a 30 day stockage level of construction materials for oj.erational sup; ort 
projects, 

13. Strange as It may seem for a combat theater with first priority on resourco: , 
thore have been considerable shortages throughout tho brigade of TO'i: authcrlzed 
items of equipment. Efforts to Improve the fill of critical mission essantiü 
equipment were ftrultless. There was basically no improvement in this area durir. - 
ny year of command. Throughout the period more than 40 perccr '■  of the critical 
line items had less than 87 percent fill. The one item that ] identified Crem 
the outset as the most critical shortage within the brigade—t  aontaet naln- 
turance truck—received no fill. The actual on hand statue has r'rorped fron 
67 to 56 which represents approximately 67 percent of tie •uthorlzation Tor 
thlt item. It Is only fair to state at this point that although fill haa not 
generally improved because of significant numbers of rcore outs th« input -.as 
-■graded substantially the condition of most of the Items of equi ment on land. 

1?. .'roblems abound in the field of maintenar.ee. V-ere is little expertise 
eitlMT among the officers or the NCO's on the subject of naintenance managtnent 
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or Inspection, Thus, even when the strongect command emphasis possible is 
brought to bear, improvement is painfully slow, if at all noticeable, I 
believe more tine and attention must be exerted in our school system on this 
subject. Furthermore, care should be taken to insure that officers are given 
maintenance assignments early in their careers. Finally, the best officers 
should be given responsibility for maintenance management in the field. Those 
so selected should be given a short course of instruction before leaving GOniC, 

20, Perhaps even more critical in the maintenance field than the lack of 
supervisory know-how is an inadequate supply of repair parts. Units have 
an uneatisfactory PLL fill and are unable to obtain parts promptly when a 
piece of equipment is deadlined. Direct support elements have inadequate 
ASL's and feel the adverse effects of a sluggish parts supply system. The 
failures here are not solely with the supplier, A lion's share of the blame 
must be laid at the feet of the units who do not seem to be able to follow 
the procedures necessary to make the system work. Demand date,is not properly 
maintained; requisitione are improperly filled out; and follow through is hap- 
hazard. Within the supply agencies too, there are problems.  Inability to 
identify and classify parts continually results in no fill when in fact depots 
have items. Requisitions are lost, status data is often late or not provided 
at all. The end result of all these circumstances is poor repair parts support, 

21, Great efforts have been exerted by the supplier and the customer to make 
the system work. Special classes have been held for the supply clerks; specialists 
from the depot, support units, and the Inventory Control Center have made pre- 
sentations to Brigade personnel explaining how the system works; supply ex- 
pediters are numerous and vigorously seek to resolve problems as they occur; 
emphasis has been placed on using special handling systems; redball and redball 
expanded programs have been established to aid the customer; and vigorous CMMI's 
have sought to reveal and correct deficiencies. Notwithstanding, an unsatisfactory 
situation exists. Since repeated vigorous and sustained efforts have failed to 
improve matters, a better way must be found to handle this problem. We have not, 
in my view, arrived at a satisfactory solution to the age old repair parts problem, 

22. Vigorous efforts have been exerted to expand the scope and extent of engineer 
contacts with our Vietnamese counterparts. These include: informal social func- 
tions; participation at all levels in Vietnamese activities; provision of organized 
training for heavy equipment operators, mechanics, quarry and crusher specialists, 
and others as required; joint construction projects; exchange of visits to active 
projects; and close coordination to insure that all are aware of the total programs 
of the engineers in III and IV Corps, 

23. Considerable progress has been made in our efforts to assist in the develop- 
ment and expansion of the ARVN engineer capability. To obtain optimum results 
continued command emphasis is required and special attention must be given to 
remove the psychological barriers to success that exist. The U.S. soldiers, 
NCO's and officers have a tendency to be impatient with their Vietnamese counter- 
parts and very often have a preconceived notion that they are of inferior in- 
telligence and have a limited capacity for skilled work. This stems from language 
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difficulties and a natural unfamiliarlty of the ARVIi roldier with our equip- 
snont and way of doing things. The Vietnamese officers and soldiers, on the 
other hand, are supers ens itive to any inference of their inferiority and quite 
naturally resent any impression of condescension or domination by outsiderc. 
These biases in the main are unfounded but a realization that they exist and 
strong action to avoid their pitfalls is necessary if maximum vrorretr  is to 

. made. Best results are being obtained in those areas where '"riitful Mtocio» 
tions have resulted in a mutual respect for each other. I am very pleased with 
I hfl results to date. The ARVK engineer projects and activitier that I have 
^brorvüd have strengthened my confidence in the nRVT engineer o'- 'iccr and 
: ^Idjor. I have been particularly impressed with the etrong, able leadershlt 
provided by several of the key officers with whom I have come in contact. M« 
Mil) rorervation about the ability of ARVN to provide quality tvittained ongi.1 er 
suptort, and to fill the gap left when U.S. troops leave, is the diffleultj 
• Ich will be experienced in maintaining equipment. I am not so much concerr.c' 
0 out the ability of mechanics but rather the problems inherent In providing 
essential spares and repair parts—an area in which, as I have already mentiored, 
yp ourselves have floundered. Special attention must be paid to insuring a 
ratirfactory solution to this problem or all of our efforts to train and imfrada 
iCSfti  engineer capability will have been for naught. 

. '. I have found this assignment professionally challenging and rierronally 
rewarding. The response of the soldier to the difficult challenges that face 
wie engineer in the hostile environment of Vietnam has been very reassuring. 
1 found that the more difficult the task, the more austere the conditions, the 
freater was the morale, dedication and effort exerted by the engineer soldinr. 
- U very proud of the way in which the engineer support mission tai beer, per- 
formed and leave with great satisfaction at having been for a short time a 
part of this effort. 

H. R. PARHITT 
BG, USA 
Commanding 
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